
INTERDEPARTMENTAL COMMUNICATION
Acton Boardof Health- Telephone978-264-9634 - Fax978-264-9630

October27, 2006

TO: Don Johnson,TownManager

BrentReagor,DeputyHealthDirector
Tom Tidman,NaturalResourcesAdministrator
CathyFochtman.,RecreationDirector

SUBJECT: NARA MasterPlanDevelopment
CommunityPreservationPlanSubmittal

Attachedwith this memopleasefind asubmittalfor thedevelopmentof aMasterPlanfor
NARA to theCommunityPreservationCommittee.Within the submittal,youwill find a
ProjectApplicationForm,Narrative,andItemizedScope. In addition,a copyof a similar
proposalfor aprojectin AmherstandBedford, NewHampshire,including scopeand
costs,is attached.
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PROJECT APPLICATION FORM

Applicants: Acton HealthDepartment SubmissionDate: 10/27/06
Acton Recreation Department
Acton NaturalResourcesDepartment

Applicant’s Address,PhoneNumber and Email Purpose (PleaseseleCt all that apply)

472 Main Street,Acton,MA 01720 o OpenSpace
(978)264-9634 o CommunityHousing
breagor@acton-ma.gov o HistoricPreservation

Recreation.

Town Committee (if applicable): Boardof Selectmen

Project Name: NARA MasterPlan

Project Location! Address: 25 LedgeRock Way, Acton, MA 01720

Amount Requested: Not to Exceed$ 50,000

Project Summary: In thespacebelow, provideabrief summaryoftheproject.

Since2000, theNorthActonRecreationArea(NARA) hasdefinedits role asthe
crownjewel in Acton’ s menuof activeandpassiverecreationfacilities. This
proposalseeksto build on thatfoundationby fundingthedevelopmentandauthoring
of acomprehensiveMasterPlanfor thefuturedevelopmentofthefacility, and
surroundingopenspace.Thisplanwill providean assessmentofthe existing
facilities, areviewof currentstakeholderopinionsaboutthefutureofNARA, and,
finally, amenuof optionsavailableto Actonfor futureenhancementof thepark’s
facilities.

Estimated Date for Commencementof Project:

Estimated Date for Completion of Project: ~

July 1, 2007

June 30, 2008
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INTRODUCTION

Narrative
Proposal for NARA Master Plan Development

NARA is thecornerstoneof theactiveandpassiverecreationfacilities in Acton. Identifiedasa
key componentof the OpenSpaceandRecreationPlan(OSRP),this facility is in its youth asthe
premier recreationalfacility in Acton, and throughoutthe northwest suburbs. The OSRP
identifies the developmentof NARA as a key componentto providing a broad range of ~
recreational activities to all citizens of Acton. While some specific development
recommendationsare cited within the OSRP, no comprehensive~visioning effort, including all

~ potential stakeholders~hasbeenundertakento dateinregards..to NARA’s future.~.....This.~proposaL .

seeksto undertakethatvisioningeffort.

Locatedat 25 LedgeRock Way, Assessor’sParcelMap C-5, Lot 18; NARA is comprisedof
approximately40 acresof dedicatedrecreationspace.This multi-purposefacility, openedin the

year 2000, showcasesthe depthandbreadthof availablerecreationactivities in Acton. These
include:

• 9 acreswimmingpondwith 500’ ofbathingbeach
• Walking pathswith connectionsto otherTownofActon trail networks
• Multi-use sportsfields
• Amphitheaterwith audio-visualconcertsupportcapabilities
• Bathhousewith snackbar
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SCOPE

The developmentof a Master Plan for NARA will require input from a broad range of
stakeholders,ranging from the RecreationCommission,to Town staff, to park users,to Board
and Committee members. It is imperative that the final product reflect the desiresof the
community, while at the sametime providing an economicallyandphysically implementable
vision. In order to producea viable plan, this proposal seeksfunding to contract with a
professionalfirm, experiencedin recreationalfacility planningto fully engagethe processat the
appropriatelevels. Basedupon reviewof similarprojectsthescopewould includethefollowing:

• Start-upmeetingwith projectcoordinators
• Backgroundinformationgatheringby consultant

.... ...• Stakeholderinputmeeting(s) ......... ...,..........,. .., ... ,,,,,....

• Preparationof three(or more)masterplandrafts
• Presentationof draftsat stakeholderinput meeting
• Preparationof final masterplandraft
• Finalpresentationof masterplanatpublic meeting
• Deliveryof written masterplanwith implementationinformation

It is expectedthatthis projectwould take6-9monthsto complete.

PROJECTED COSTS

• Start-upmeetingswith projectcoordinators $3,000

• Backgroundinformationgatheringby consultant $8,000

• Stakeholderinputmeetings $8,000

• Preparationof three(ormore)masterplandrafts $8,000

• Presentationof draftsat stakeholderinputmeeting $5,000

• Preparationof final masterplandraft $6,000

• Final presentationof masterplanat public meeting $5,000

• Delivery of written masterplanwith implementationinformation $7,000

TOTAL PROJECTED COSTS $50,000

These costs are based upon a similar project which was conducted for the Towns of Amherstand
Bedford New Hampshire in 2002, and have been adjusted to accommodate increases in
consulting costs, inflation, and the consumer price index. The costs have also been adjusted to
account.for differences between.the~NewHampshireprojec-t.andNARA. A copy of the New

Hampshire proposal, which includes the scope and projected costs, is attached to this application.
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IMPACT

The developmentof a MasterPlanfor NARA will significantly increasepublicawarenessof the
currentandpotentialrecreationalopportunitiesprovidedby the Town at the facility. Through
the stakeholderengagementprocess,relevantTown staff andBoardmemberswill be ableto
interactdirectly with regularusersof the facility, leadingto the potentialdevelopmentof new
programs,or thetailoring of existingprograms.

In addition,the surroundingopenspaceparcelswill be reviewedfor their potentialacquisitionto
enhancefuture active and passive recreationalopportunities; along with a review of the
anticipatedimpactsof the proposedBruceFreemanRail Trail, which will be in closeproximity
to the facility.

Once complete,the NARA MasterPlan will presenta vision, sharedby a diversegroupingof
park users, Town Board members, Town staff, regulators, and residents, which when
implementedwill allow the directed developmentof the facility into the premier community
recreationalfacility in the Metrowest.
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Project Understanding

Successfuldevelopmentof amasterplanfor thediverseinterestsof both BedfordandAmherstrequires
aprocessthat is basedon anopencommunicationanddesignprocess.Beforereachingconsensuson a
plan, theremustbe agreementand understandingofthe planninganddesigncriteria. Planningand
designcriteria arenotjust limited to physical featuresandprogrammedactivities. Theymustalso
includesocial,political, natural,economicandlegal parameters.Anotherkeyto projectsuccessis
active listening andseekingout areasof agreementearly-of iñtheplanñiñg~~dëè~ 1ceafl~’fOëüson
commonalitieswill makethe areasofdisagreementeasierto dealwith.

The JoppaHill Farmsite is aregionalresourcerepresentingboth aplaceandatime in the historyof
NewHampshire.The rich variety of naturalresourcesis the site’s greatestassetandits greatest
challenge.The successfulplanshouldrespectand
incorporatesensitiveareasofthe site while also
celebratingthem. Active andpassiverecreationcan
bedesignedandprogrammedto co-existandthe
propertyseemsto havethe landto accommodate
both.

Project Approach

Our eight-stepapproachfor developinga masterplan
that will satisfythe needsof bothBedfordand
Amherst is very simple and is one that we have used
successfully for more than 25 years with similar projects. It is based on Stephen Covey’s principle,
“First seek to understand, and then be understood.”

First, we will organize and facilitate a start-up meeting. At this meeting, the projectteamwill meet
stakeholder representatives and make sure that everyone understands what we are planning and when it
will be done. Wewill also gather all of the property information. Most importantly, we will have a
chance to meet folks who care very much about the land. Following the start-up meeting, we will
schedule a series of interviews with stakeholder group leaders to discuss their individual needs.



Second,using the previouslypreparedbasemappinginformation,we will gatherscientific, anecdotal
andhistoricalinformationaboutthe land. This informationwill be compiledin apresentationformat
thatwill beeasilyunderstood.

Third, we will organizeandfacilitatea two-partmeetingwith the stakeholders.In thefirst halfof the
meeting,we will shareourfindings andalsoinquire asto anyomissions.For the secondhalf, we will
facilitatea highly structuredbrain-stormingandheart-stormingsession.The goalwill beto elicit both
objectiveand subjectiveideas,programsandfeelingsabouttheproperty. This informationwill bd
recordedandwill serveasthe basisfor the site programming.

Fourth, folio~vingthemeeting,membersof theprojectteamwill preparethreealterativemasterplans
for the site. Eachof the planswill be basedon ourinventoryandanalysisfindings,anecdotaland
scientific evidence.

Fifth, the planswill bepresentedatasecondtwo-part
meeting.In the first half ofthe meeting,the project
teamwill presentall threeplansto the stakeholders.
Thenthe participantswill be divided into threegroups
wheretheywill havean opportunityto commenton
eachof the plansin detail. Commentsandsuggestions
will be.recorded.

Sixth,basedon the commentsandsuggestions,the
projectteamwill preparea (preferred)final masterplan
basedon one,or acombinationof thethreealternative
plans.

Seventh,the final masterplan will be presentedat thethirdandfinal publicmeeting.

Eighth, after the presentation,theprojectteamwill prepareathree-ringbinderthatwill documentthe
entireplanning,designandcommunicationprocess.The guidewill be easyto readandwill outline
SMART (specific,measurable,attainable,resultsorientedandtimebound) goalsfor implementation.

Sinceour foundingin 1955,we haveworkedwith
hundredsof communitiesin New England. We
understandNew Englander’sreverencefor the land and
their needto haveavoice in what goeson aroundthem.
We arepassionateaboutourwork andbring asenseof
excitementandurgencyto everyprojectthat wework on.



Scopeof Services

Task One: Start-up Meeting
The project team will organize and facilitate a project start-up meeting. It is anticipated that
representatives from the Amherst and Bedford Conservation Commissions, theBedford Parks and
Recreation Department, the Lakewood Educational Farm youth sports leagues, civic groups and other
interested organizations would be invited to attend. The purpose of the meeting will be to:

• Introduce the project team to key stakeholders
• Review the scope of services and proposed schedule
• Identify project “sacred cows”
• Gather previously prepared maps, reports and studies
• Create a contact and distribution list for project information

All of theproject’sstakeholderswill be ableto contactusdirectly throughe-mail
or by calling tollfree: 1-800-206-PLAN.

Following the meetingprojectteammemberswill be availableto conductindividual interviewswith
stakeholdersorpublic officials. Meetingnoteswill bedistributedto all presentwith24 hoursby e-mail

or postalservice.

Task Two: Site and Buildings Inventory and
Analysis
Using existing base mapping and other information, the
project team will prepare an inventory and analysis of
the site andbuildings. Basedon field observationsand
availabledata,the site andbuilding inventoryand
analysis will address the following criteria:

• Primaryand secondary agricultural soils
• Surface hydrology — streams, ponds and

wetlands
• Primary and secondary forestry soils
• Slope and elevation
• View sheds, view corridors and scenic vistas

• Existing circulation and access
• Historical, cultural and archeological areas
• Vegetation massing and spatial context
• Wildlife and fisheries habitat

• Endangeredflora andfauna
• Micro-climatic conditions, aspect, predominant winds
• Architecturalcapabilityandadaptabilityfor re-use



Theinventoryandanalysisfindings will consistof illustrative andwritten materials.All drawingsand
exhibitswill be producedin both electronicandpapercopies. All work productswill alsobe duplicated
in aPowerPointpresentationformat.

Task Three: PresentationofFindings
Prior to thepresentationmeeting,wewill assist both communities and the stakeholders in publicizing
themeetingandsecuringappropriatemeetingspaces.Assistancecould include:pressreleases,pqsters,
webpageinformation,handoutsetc. The projectteamwill organizeand facilitateapublicmeetingto
reviewTaskOnefindings andreview thepreviouslyestablishedprogramelements.Themeetingwill be
divided into threeparts. Hardcopy displaysofthesite andbuilding inventoryandanalysiswill be
postedaroundthemeetingspace.After thestakeholdershaveviewedthed~splays,~theprojectteamwill
presenta PowerPointpresentationdescribingthefindings. Expertsin the requireddisciplineswill be
availableto respondto commentsandanswerquestions.After a shortbreakfor refreshments,theproject
teamwill leadadiscussionto reviewandrefinetheprogramestablishedfor thefarm. Notesfrom the.

meetingwill be distributedto leadersofthestakeholder
groupsfor distribution.

Task Four: NetUsableLand Area, ManagementUnits
and Programming
The. Site and Building Inventory and Analysis
informationwill becombinedinto managementunits.
The managementunitswill identify andhighlight
combinationsofnaturalfeaturesthatmakeparticular
areasof the farm unique— requiringdifferentdesign,
managementandconservationpractices.This

information will be used to match the program with the most sustainable areas.

Basedon thepublic meetingandinterviewswith the stakeholders,theprojectteamwill preparea
written summary of the program, including physical, seasonal and other planning and design criteria. It
is anticipated that program elements may include:

• An educationfarm
• Preservationand productive use of prime agricultural and forestry soils
• Passiveopenspaceandprotectionof fragileareas
• Sports fields
• Hiking, walking, crosscountryskiing andequestrian trails and paths
• Special events areas for farmer’s markets, performances, shows and exhibits
• View-shed protection and enhancement
• Conservationand interpretive areas and exhibits

The net usable land area, management unit mapping will consist of illustrative and written materials. All
drawings and exhibits will be produced in both electronic and paper copies. All work products will also
be duplicated in a Power Point presentation format.

Task Five: Developmentof Alternatives
Basedon the informationgatheredin TasksOnethroughFourthe projectteamwill preparethree
alternativemasterplans. The planswill illustratethe following:



• Roadnetworkandparking
• An educationfarm
• Preservationandproductiveuseof primeagriculturaland forestrysoils
• Passiveopenspaceandprotectionoffragile areas
• Sportsfields
• Hiking, walking, crosscountryski andequestriantrails andpaths
• Specialeventsareasfor farmer’smarkets,performances,showsandexhibits
• View-shedprotectionandenhancement

~Conservationandinterpretiveareasandexhibits~—~~— -~

• Otherelementsas required

The developmentalternativeswill consistof illustrative
andwritten materials.All drawingsandexhibitswill be
producedin bothelectronicandpapercopies. All work
productswill alsobe duplicatedin aPowerPoint
presentationformat.

TaskSix: Presentationof Alternatives

Prior to the presentationmeetingwe will assistboth,
communitiesandthestakeholdersin publicizingthe
meetingandsecuringappropriatemeetingspace. .‘ .

Assistancecouldincludepressreleases,posters,webpageinformation,handoutsetc.Theprojectteam
will organizeandfacilitatea public meetingto reviewthe alternativemasterplans. As eachof the
participantsentersthe meetingspace,theywill be given acolor codedpackageof materials.The
meetingwill be divided into threeparts. Hardcopydisplaysof themasterplanswill be postedaround
the meetingspace. After the stakeholdershaveviewedthedisplaysprojectteamwill presentaPower
Point presentationdescribingeachof the alternativeplans.Expertsin the requireddisciplineswill be
availableto respondto commentsandanswerquestions.After ashortbreakfor refreshments,theproject
teamwill breakthe participantsinto threegroupsbasedon the color oftheir informationalpackets.
Eachof the groupswill revieweachalternativeplanin detail for 30 minutesand thentheywill review
anotherplanandsoon. Notesfrom eachof thediscussiongroupswill be given to leadersof the
stakeholdergroupsfor distribution.



Task Seven:Preferred Master Plan, Phasingand Cost Estimates
Basedon the publicmeetings,interviewswith stakeholdergroupsandotherinformationtheprojectteam
will preparethe final or preferredmasterplan. Theplanwill illustratethe following elements,if deemed
appropriate:

• Roadnetworkandparking
• An educationfarm
• Preservationandproductiveuseof primeagriculturalandforestrysoils
• Passiveopenspaceandprotectionof fragile areas
• Sportsfields
• Hiking, walking, crosscountryski andequestriantrails andpaths
• Specialeventsareasfor farmer’smarkets,performances,showsandexhibits

C • View-shedprotectionandenhancement

• Conservationand interpretiveareasandexhibits
• Otherelementsas required

Accompanyingthemasterplan will be a phasingplanandpreliminarycostestimate.Theinformation
will be appropriatefor planningpurposes,grantsandfund raising. All drawingsandexhibitswill be
producedin bothelectronicandpaper.copies. All work productswill alsobe duplicatedin aPower
Pointpresentationformat.

TaskEight: Presentationof PreferredMasterPlan-
Prior to the presentationmeetingwe will assistboth communitiesandthe stakeholdersin publicizingthe

meetingandsecuringappropriatemeetingspace.
Assistancecould includepressreleases,posters,web
pageinformation,handoutsetc.Theprojectteamwill
makea final public presentationof thefindings and
recommendationsto the BedfordTown Council. The
presentationwill be in aPowerPoint presentationformat.
In addition,exhibitswill be mountedon rigid boardsfor
displaypurposes.

Following thepresentationof the preferredmasterplan
the projectteamwill preparea final reportto includetext
andgraphics,in bothpaperandelectronicformat.



Project Schedule

Task One: Start-up Meeting July 31, 2002

TaskTwo: SiteInventory and Analysis August 14,2002

TaskThree: Presentation of Findings August 15,2002

Task Four: Net UsableLand Area,
ManagementUnits ~

TaskFive: Developmentof Alternatives September18,2002

Task Six: Presentationof Alternatives September19, 2002

TaskSeven: Preferred MasterPlan, Phasing
andCostEstimates October16, 2002

Task Eight: Presentationof Preferred Master Plan October24, 2002

Delivery ofFinal Report October3 1,2002

ProfessionalFees -

Task One: Start-up Meeting $ 1,500.00

TaskTwo: SiteInventory and Analysis $ 5,000.00

TaskThree: Presentationof Findings $ 4,000.00

Task Four: Net UsableLand Area,
ManagementUnits & Programming $ 3,000.00

TaskFive: Developmentof Alternatives $ 5,000.00

Task Six: Presentation of Alternatives $ 4,000.00

Task Seven: Preferred Master Plan, Phasing

and Cost Estimates $ 5,000.00

Task Eight: Presentationof Preferred Master Plan $ 4,000.00

Total Estimated Fee for Labor and Materials ~~J~ffl~Qfl


